Purpose -This article serves as a follow-up to an article published in Collection Building (vol. 25, no. 4, pp. 129-133) entitled, Inventory: Catalyst for Collection Development which discussed the direct outcomes of an inventory project as they related to effective collection development in a curriculum materials center. This article discusses significant outcomes of change and improvement in a collection based on the inventory outcomes.
Introduction
With the present emphasis on the improvement and accountability of educational performance for teachers and students, the role of the curriculum materials center (CMC) must be expanded to meet the instructional and research needs of students and faculty in educational programs. A collaborative effort between librarians, administrators, students, faculty and educators must exist to address the role change which will require changes and improvements to resources, materials and services in order to meet the challenges of the 21 st century (Henderson and Barron, 1992) . In January 2003, The Guidelines for
Curriculum Materials Centers was revised by the ACRL Standards and Accreditation
Committee and approved by the Board of Directors of the Association of College and
Research Libraries (ACRL). These guidelines address the essential elements that are to be present in curriculum materials centers within university and college settings (America Library Association, 2005) . Achievement of the newly revised guidelines will require change and improvements in services, resources, materials and activities. Curriculum materials centers provide pre-and in-service teachers a wide-range of resources, materials, and services focusing on instruction preparation for classroom instruction and experiences; thus, making the expansion and improvement of services and resources essential in order to meet the educational challenges of the 21 st century patrons (Henderson and Barron, 1992) . Serious consideration must be given to the application of the approved guidelines. Incorporating data from a collection inventory while applying the basics of assessment, budgeting and collaborative collection development will produce an increase of improved services and resources to meet the important role that curriculum materials centers play in the success of educators and education. The Resources Center (Shouse and Teel, 2006) . This article will discuss the method in which the TRC of Joyner Library used the results of the initial inventory project to conduct further assessment which led to changes and improvements in the collection that produced significant outcomes to better serve users.
Literature Review
While the literature provides substantial numbers of articles on the topics of assessment, budget planning, and collaborative collection development, literature specific to Curriculum Materials Center (CMC) collections is limited. The collections of these centers include a variety of educational resources, materials and services that provide curriculum and instructional support for pre-service and in-service educators in their development of curricula lesson plans, research and instruction. CMCs and school media centers share similar goals making the literature written for and about school media centers applicable and useful. In terms of inventory and collection development, school media centers have similar goals to those of CMCs. Baird (2004) describes step-by-step procedures for assessing collections using statistical sampling emphasizing the need for constant assessment to make informed development decisions. Slote (1997) order to incorporate inventory results into an effective plan to achieve positive outcomes.
Using the inventory results as the catalyst for planning, significant outcomes were achieved that resulted in improved and increased services for users.
Purpose of the project
Initially an inventory was conducted to assess the age, accuracy, and condition of the collection, as well as to determine problems within the collection by which their resolution would provide patrons with more accurate accessibility to the materials. Once the inventory was completed and corrections were made, the accessibility of the collection was greatly improved; however, the TRC realized that serious collection deficiencies existed that needed addressing to improve the collection. Additional assessment was conducted to establish a baseline of the existing collection in terms of Dewey category breakdown, use, currency and budget in order to develop long-range strategic planning to address the cost and magnitude of improvements to better meet the needs of the users. Upon the completion of further assessment, plans were developed that addressed formal recommendations for the collection. This article discusses the changes and improvements made in the collection that produces positive outcomes for the center proving that an initial inventory of a collection can serve as a catalyst for change.
Applying the Basics: Assessment
Assessment is an important consideration in evaluating the components of a center's programs and collection to determine specific improvements as well as updates, additional resources and services needed. As stated in Library Collection Assessment through Statistical Sampling, assessment is a planning tool, but it must also be carefully planned, shaped by the mission of the library to ensure that the assessment exercise is effective and provides valid, useful information. Assessment information must be gathered from a number of different viewpoints in order to represent both the external measures for users and the internal measures of processes, innovation, and growth.
Constant assessment provides the basis of information used to develop careful planning as well as informed decisions (Baird, 2004) . It is the initial basic step in the process of improving resources, materials and services. The mission of the TRC is to facilitate teaching and learning initiatives by providing resources and services to educators at all levels (Teaching Resources Center, 2005) . In order to provide valuable and useful information to assist in accomplishing the mission, an assessment of the center was needed. Since the TRC collection had never been inventoried, an internal assessment or a collection inventory was necessary to establish a base line of facts regarding the collection. The decision to conduct the inventory was quickly determined; however, the process took a more than 1200 staff hours to complete and analyze. The main objective of the inventory was to measure and evaluate the resources in terms of users' needs and to reflect on the services offered to provide access to the resources. Additional objectives included ensuring that the collection was accurately reflected in the library catalog; measuring the collection, age, usage and ratio to users; examining each resource based on age, relevance, currency, and condition;
mapping the collection to identify areas of deficiencies; ensuring the correct order and location of materials for precise accessibility; adjusting shelves to minimize overcrowding and book damage; considering more effective ways of presentation and signage to improve accessibility; and incorporating specialist knowledge to formulate a budget for maintaining and developing the collection for future needs of the users. The inventory corrected a majority of collection organizational problems eliminating previous accessibility difficulties due to inconsistencies and inaccuracies in the online catalog, shelving of materials, and signage. Additionally, the inventory accentuated definite strengths and weaknesses in the collection which focused on internal processes that needed to be adjusted and refined. Based on the findings of the collection inventory, evidence showed that there were significant weaknesses in the nonfiction collection with a majority of the nonfiction materials being outdated and inaccurate. Additionally, the lack of notable award-winning children's literature available for check out was noted.
The collection inventory provided substantial data that served as a catalyst to instigate the need for change and improvement in the collection and services of the TRC (Shouse and Teel, 2006) .
To validate the strengths and weaknesses of the collection and to determine concrete recommendations for improvements, a request was made to contract an external agency to conduct an additional collection and facility assessment. Libraries Services Unlimited, an independent collection/facilities consultant group, performed an assessment providing a detailed, written report of the findings, which included specific recommendations regarding resources, materials and services of the center. The agency performed a thorough analysis of requested data prior to the visit(collection shelf lists by copyright dates, circulation reports, etc.); an on-site, three-day visit of the center; interviews with members of the center, students and faculty; a comparison of the collection to other peer libraries; observations based on information access and delivery as defined by
Information Power: Building Partnerships for Learning (1998) and Impact Guidelines for Media and Technology Programs (2000) and the alignment of the collection to the North Carolina Standard Course of Study. As previously determined by the in-house inventory, the most significant finding of the assessment was validated using the inventory data and the shelf analysis of the nonfiction collection. An overwhelming percentage of the nonfiction collection was more than 10 years old reflecting a need to up-date the collection in conjunction with aggressively weed the out-of-date materials. A general rule-of-thumb for school media collections is that 80% of the nonfiction collection should be no older than ten years. Additional recommendations included:
strengthen and update the reference collection to reflect the K-12 curricula, increase the current budget to better update and maintain the Teaching Resources Center collection, and rearrange/renovate several areas of the Teaching Resources Center to accommodate anticipated increase of services, collaborative learning and usage (Jackson, 2005) .
The observations and recommendations based on the collection and facility assessment provided concrete evidence that serious priorities needed to be established in order to update and maintain the collection to meet the needs of the users. As the data collected by the initial collection inventory served as the catalyst for major changes in collection development, the consultant's report further validated a necessity for immediate attention to correct the deficiencies of the collection. With concrete internal and external validation, the need for a long-range plan to improve the collection to meet the needs of users was critical. The report was presented to the executive board of Joyner Library as well as the faculty of the Library requesting support to implement the recommendations of the report. Unanimous support was given and planning began to address the report recommendations.
With the completion of the initial assessments and the support of the administration and faculty, the center began to study the consultant's detailed report to develop short and long-range goals to address the recommendations of the report. Short-term goals an aggressive weeding project. Long-range strategic goals included requesting administration to commit to additional budget allocations annually over a given period of time to update the nonfiction collection, focusing attention on collaborative collection development to strengthen the collection, considering additional staffing to increase services, devising an ongoing collection maintenance plan that incorporated continuous inventory and deselect ion, developing a production area in the center, and renovating the center. It was determined that the focus of the long-range goals would be updating the nonfiction collection which was crucial to user success.
Applying the Basics: Budgeting
Each year, CMCs strive to increase the quality of services and collections while successfully balancing the need with budget and cost. The reality of budgeting is that if a decent budget does not exist, then needed resources cannot be purchased and the collection cannot be maintained (Glick, 1999) . The preparation of a budget request is often easier than preparing the defense for it. For this reason, it is extremely important to have factual information to support the requests. The more emphasis place on the preparation of the budget requests along with the reasons for the requested increase, the more likely administration will understand and support the need. Investment in reading, research, needs assessment, data collection, and strategic planning will provide documentation and evidence to support the impact of funding on user achievement, which must be clearly communicated to administration to foster support. Effective budget planning is directly related to success in acquiring budget requests (Baltimore County Public Schools, 2005) . Overall, the budgeting process is fairly simple; however, it requires careful thought and analysis. Budgeting and planning must be clearly integrated in order to ensure that funding allocations address strategic planning goals.
Budgeting reveals valuable information about the history of a library while it projects and plans for the future (Schachter, 2005) . Additionally, funding from federal, state and local grants as well as university endowments are sources for consideration. Such funding can assist in updating a collection; however, these types of funding are usually one-time sources and should not be relied upon for maintenance of the collection.
After the completion of the inventory assessment of the TRC of East Carolina University Joyner Library, the Center developed a long-range budget plan to effectively address the development of the collection. The consultant's report provided major evidence in support of increased funding to update and further develop the collection with major emphasis being placed on the nonfiction materials. Initially, the task seems daunting and overwhelming; however, in order to meet the needs of users it was vital for supporting the teacher education program and area educators. Prior to the consultant's report, a request was made to fund a new faculty position for an Education Curriculum
Librarian. This person would be responsible for the collection development of the curriculum collection, which previously had been shared by three members of the TRC.
After presenting concrete evidence showing continuous increase in education enrollment, With the policy in place, a projected budget was the next step in the planning process.
After researching local school media budgets based on student enrollment, reviewing TRC allocations from previous years, projecting education enrollment increases, and analyzing the recommendations reported in the consultant's report, a five-year budget plan was developed to address the serious needs of the TRC curriculum collection emphasizing the nonfiction collection as the top priority. The plan determined that more than $150,000.00 was needed to update the collection; therefore, the plan requested that a minimum of $30,000.00 be allocated annually over a five-year period. To further validate the importance of the plan, it was written as a major library strategic planning goal correlating directly to the university strategic planning and the university's emphasis on teacher education. The need for additional funding based on the evidence was unquestionably desperately needed. After the collection was analyzed to determine the number of titles that would be weeded along with the work flow and availability of staffing, short and long-range departmental goals were developed with criteria for accomplishing the collection recommendations. Once the goals and budget plan were finalized, a presentation was made to the administration and library governing board for consideration. It was supported and accepted unanimously.
Immediately, funds were allocated to initiate a children's award approval plan with additional projected funding to be allocated in the fiscal year 2005-06 to support the updating and development of the current Kindergarten to 12 th grade curriculum collection, the addition of a core collection for Birth to Kindergarten materials and the addition of early childhood professional materials. The Education Curriculum Librarian developed criteria to accomplish the short and long-range goals incorporating the projected allocations. With the new allocations, the TRC budget realized more than a 500% increase in funding the first year. With the significance of such funding came the reality that the collection had been overlooked in previous years, which contributed to the declining state of the materials. In order to prevent the reoccurrence of this situation, it was essential to begin projecting the need for ongoing funding to maintain the collection once the problem areas of the collection were addressed. Additionally, an aggressive weeding plan based on the newly revised CDP was developed to examine, review and consider more than 12,000 titles for deselection. In order to serve its users properly, a collection must be up-to-date and changing. Criteria for weeding must not make the job an arduous and disturbing task. Balance, subject coverage and quality must be considered during the weeding process (Slote, 1997) . The budget and deselection plan required collaboration with the technical services department of the library due to the great impact that massive ordering and deselection would have on acquisitions, cataloging and processing. An additional part-time temporary faculty position was requested and granted to assist in the aggressive weeding project in order to complete the project within two years. Deselection was essential in providing shelving space for the new titles. Also, the TRC maintained "wish lists" of needed materials in the event that university funds could be quickly encumbered in the event of availability during the budget collapse at the end of the fiscal year. During the fiscal year 2005-06, such funds were available, allocated and encumbered by the TRC. Currently in the third year of the budget plan, more than 8,000 new titles have been added to the collection and more than 5,000 have been weeded from the collection providing the much needed updated materials to meet users' needs and expectations. In conjunction with the increased budget allocations and purchase of new materials, circulation statistics increased significantly because the collection provided users with materials that were more useful and beneficial. Currently, TRC materials account for more than 40% of the total overall circulation of the entire library.
Applying the Basics: Collaborative Collection Development
Collaboration goes beyond cooperation or coordination toward bringing two or more groups together for decision making purposes. In the book, Collaboration: What Makes It Work, the definition of collaboration is given as "a mutually beneficial and welldefined relationship entered into by two or more organizations to achieve common goals" ( Mattessich and Monsey, 1992) . Considering this definition, the development of the TRC collection provided a golden opportunity for collaboration to achieve the common goal of developing a useful, well-maintained, justified curriculum collection. In developing a collaborative collection development model, several factors were considered. TRC environmental factors were critical in developing the collaborative efforts. The TRC had a history and successful record of previous and ongoing collaborative partnerships within the university campus as well as the educational community making the idea nonthreatening and inviting to participants. Additionally, the development of the TRC collection was viewed as a worthy and needed project by users, faculty and community educators lending it to a favorable climate. Based on the TRC record of a strong commitment to meet users' needs, an ongoing climate of trust, understanding and mutual respect among partners had been developed which reinforced support of the model.
Thirdly, the collaborative efforts provided participants with a sense of ownership and influence in decision making while building and growing the collection to meet the needs of users. Communication, a shared purpose, and budgetary resources were contributing factors in the successful accomplishment of the collaborative collection building (Laughlin, 2000) . 
Outcomes
The first three years of the strategic plan produced significant outcomes. The initial collection inventory improved the accessibility of the collection for users based on the resolution of incorrect call numbers, collection codes, on-line catalog records, and shelving; however, the most significant outcome was in the improvement of the curriculum nonfiction collection. (Jackson, 2005) The data presented in As shown in Table III , the significant outcome of a 43.2% increase in current materials was the primary result of a strong commitment from administration and significant budget increases. The base allocation for the TRC prior to the inventory and consultant's visit was $9,665.
Using $20.52 as the average cost of children's books, such funding only permitted the center to purchase approximately 451 books annually making it impossible to develop, maintain and update a collection of more than 50,000 items (St. Lifer, 2005) . change, a strategic plan was developed to update a collection that produced significant increases in TRC services.
Conclusion
The basic application of assessment using the results of a collection inventory and a contracted consultant firm provided evidence to propose an immediate need for change to improve the accessibility, accuracy and quality in the Teaching Resources Center curriculum collection of East Carolina University Joyner Library. Upon analyzing the base budget for the TRC, it was evident that a significant increase in funding and allocations was necessary to address the deficiencies and weaknesses of the collection. A strong administrative commitment and approval of proposed increased funding provided the avenue to develop a collaborative collection development model. Once the collaborative collection development model was established, the collection was strengthened to meet users' needs. A significant increase in usage projected a need for increased services. With increased services, the Center flourished due to the internal and external collaborative partnerships formed to accomplish the improvements and development of the collection. Users projected strong feelings of ownership, familiarity and pride in a collection that now met their needs. Promoting the collection was easy and natural as users were eager to tell others about the resources and materials available in the center because they had first-hand knowledge and experience in developing the collection. With three of the five years completed in the strategic planning, significant outcomes resulted from the application of the basics of assessment, budgeting and collaborative collection development to improve and increase services and resources. To maintain and continue to improve the collection, a long-term budget plan is being developed to submit for approval to be implemented at the conclusion of the five-year strategic plan. Additionally, a continuous collection inventory process was implemented.
The adopted plan staggered the inventory process over a three-year period which drastically reduced corrections and missing items to less than .5% of the collection. In conjunction with the continuous inventory plan, titles are reviewed continuously to determine accuracy and currency. Deficiencies and the need for replacements are recognized immediately eliminating a backlog. Upon the completion of the current aggressive deselection plan, a continuous deselection plan has been developed for longterm use. Allowing a collection inventory to serve as the initial catalyst to instigate major changes and improvements in the curriculum collection development of the Teaching
Resources Center at East Carolina Joyner Library produced significant outcomes that continue to have major impacts on users.
